Introduction
According to Schaufeli and Bakker (2003) , the emergence of positive organisational psychology has resulted in positive aspects of well-being becoming popular in research studies. Work engagement is one such aspect (Schaufeli & Bakker, 2003) , described as 'a positive, fulfilling, work-related state of mind that is characterized by vigour, dedication, and absorption' (Schaufeli, Salanova, González-Romá & Bakker, 2002, p. 4) . Employees have a desire to be engaged in work that helps them feel that they are positively contributing to something larger than themselves (HayGroup, n.d.) . Along this line, Lin (2009) found that employees who worked in organisations that were perceived to demonstrate corporate citizenship behaviours exhibited high levels of work engagement. This suggests that employees who work for organisations that are socially responsible, as in the case of non-profit organisations (NPOs), will exhibit high levels of work engagement. Consequently, one can be led to believe that NPO employees would by nature be engaged in their work, especially in choosing to work in their organisations because they perceive that they are contributing to society or making a difference in the lives of others.
their purpose is to operate to benefit the lives of others. If such fatigue is experienced, NPO professionals may begin to experience what Glicken and Robinson (2013) refer to as secondary traumatic stress because of the emotional trauma that results from caring for others in need. Such individuals bear the risk of decreased levels of engagement, which could lead to them exiting the NPO sector. However, when individuals are engaged in their work, they display lower turnover intentions (Bothma & Roodt, 2013; Park & Gursoy, 2012; Robyn & Du Preez, 2013; Schaufeli & Bakker, 2004) . Kuttner (2008) mentions that high levels of turnover are the industry standard for low-paid, human-service jobs, which provides insight into Sokkie's (2013) finding that a primary issue for human resources in the non-profit environment is the retention of highly skilled and qualified employees. Surtees, Sanders, Shipton and Knight (2014) mention that retention is as important for NPOs as it is for organisations operating in other sectors, because NPOs operate with the lowest overheads possible and, thus, cannot afford absences or potential waste in terms of employee investments. Owing to the fact that NPOs face pressures in the form of being forced to compete for scarce funding and resources, they must be able to retain their talented employees as well as maximise their performance in order to avoid collapse (Bussin, 2013) . Consequently, Ryder (2008) states that NPOs must begin to focus on employee retention if they want to guarantee their own long-term sustainability and program delivery. Philanthropy News Digest (2012) is in agreement with this fact, mentioning that NPOs need stronger retention programmes, because three quarters of the NPOs mentioned in their article claimed to have no formal retention strategies in place. Given the fact that NPO employees are, on average, paid less than private sector employees (Tippet & Kluvers, 2009) , there also exists the possibility that extrinsic rewards are not the best means to retain NPO employees.
Purpose
As service organisations, NPOs play a significant role in society, particularly with regard to the economic, cultural and social development of a country (Lynn, 2003) . Despite the constraints experienced within the non-profit sector, organisations operating within this sector have managed to make significant social contributions (Lynn, 2003) . Consequently, understanding and facilitating the engagement and retention of NPO employees will assist in ensuring the sustainability of such organisations.
This study therefore aimed to gather descriptive data related to work engagement and retention in an attempt to explore how these aspects might be promoted amongst non-profit employees. Specifically, the authors collected data within Belgium and South Africa because of the limited work engagement and retention research that has been conducted on paid NPO employees within these two countries (see Buys & Rothmann, 2010; De Gieter, De Cooman, Pepermans & Jegers, 2008; De Gieter, Hofmans & Pepermans, 2011; Leroy, Anseel, Dimitrova & Sels, 2013 for examples of studies investigating work engagement or retention amongst nonprofit employees in these countries; however, none of these studies utilised a qualitative method or investigated both work engagement and retention in their analysis). The purpose of this article is not to make a cross-cultural comparison between Belgium and South Africa, but merely to provide in-depth insights into factors influencing work engagement and retention amongst NPO employees working within these countries.
Numerous empirical quantitative studies have assessed work engagement and retention within the two countries under study utilising profit organisations as a sample (see, for example, Rodríguez-Muñoz, Baillien, De Witte, MorenoJiménez and Pastor Vander Elst, Baillien, De Cuyper and De Witte [2010] for Belgian work engagement research; Kyndt, Dochy, Michielsen and Moeyaert [2009] and Derycke et al. [2010] for Belgian turnover intention research; Stander and Rothmann [2010] and Jacobs, Renard and Snelgar [2014] for South African work engagement research; and Bothma and Roodt [2013] and Van Der Vaart, Linde, De Beer and Cockeran [2015] for South African turnover intention research). However, the type of work performed by employees in NPOs, as well as the environments and situations to which they are exposed, is often different from that of employees working in profit organisations, implying that direct inferences for NPO employees cannot be made on the basis of the studies mentioned.
Moreover, qualitative research investigating work engagement and retention within these countries is lacking, despite the fact that making use of in-depth interviews allows researchers to gather thorough personal accounts of data, investigate personal contexts and explore issues in detail (Lewis & McNaughton Nicholls, 2014) . Qualitative research offers a distinct advantage because it elaborates on the contextual richness of individuals' lives, thus giving meaning to their experiences in real-world conditions (Yin, 2011) . Taken together with the lack of research pertaining to these constructs within the non-profit sector specifically, this presents a gap in research which this study will attempt to bridge.
Literature review Work engagement
'To be engaged' implies that an employee exhibits a 'persistent and pervasive affective-cognitive state', which is not focussed on a specific event, object, behaviour or individual (Schaufeli et al., 2002, p. 74) . Engaged employees feel absorbed in, dedicated to and energised by their work, as opposed to employees who are burnt out and experience cynicism and exhaustion (Schaufeli & Bakker, 2003) . Being vigorous entails employees having high levels of energy and mental resilience on the job, willingly investing their effort in their work and persisting despite facing difficulties (Schaufeli et al., 2002) . As noted by Armstrong and Brown (2009) , engaged employees are excited about and interested in their jobs, and put their best efforts into their performance. Schaufeli et al. (2002) go on to explain that dedicated employees feel a sense of inspiration, significance, pride, enthusiasm and challenge in their work. Dedicated employees are highly involved in their work (Bakker & Demerouti, 2008) , and look for opportunities to improve organisational performance and make things better at their organisations (Armstrong & Brown, 2009 ). Finally, being absorbed suggests that employees concentrate fully on their work and are deeply engrossed in it, resulting in time passing quickly (Schaufeli et al., 2002) . Armstrong and Brown (2009) mention that engaged employees are caught up in their work and, therefore, put in extra discretionary effort when working.
Retention and turnover
'Retention' is defined by WorldatWork (2007, p. 12) as an organisation's ability 'to keep employees who are valued contributors to organisational success for as long as it is mutually beneficial'. Similarly, Balta (2014) explains the concept of retention as the ability to keep valuable employees by creating and maintaining a working environment that supports staff and encourages them to stay with the organisation for as long as possible, such as by formulating and implementing policies and procedures that address the individual needs of employees. What is common in both these definitions is that organisations typically make efforts to retain staff who are of value to the organisation. Such value typically links to the set of skills possessed by employees, their levels of experience, and/or their high levels of productivity, effectiveness and contributions. It should therefore be an aim of human resource managers not only to recruit and hire employees but also to retain individuals who possess the necessary talents and skills that the organisation requires to achieve its strategic objectives (Scully, Turner & Gregson, 2014) .
However, when employees exit their organisations, turnover as opposed to retention occurs. 'Turnover' can be explained as a permanent form of physical job withdrawal, the cause of which is usually some form of job dissatisfaction. If employees are dissatisfied at work and cannot change their job conditions, then leaving the position may be their only means of solving the problem (Noe, Hollenbeck, Gerhart & Wright, 2012 ). An indicator of turnover is whether or not employees intend to leave their organisations in the future. Boshoff, Van Wyk, Hoole and Owen (2002) define intention to quit as the strength of employees' views that they do not wish to stay with their current employers, thus indicating how probable it is that they will leave their organisations in the near future. It is similar to the concept of voluntary turnover, indicating separation because of employees choosing to leave their organisations for professional or personal reasons (Phillips & Gully, 2012) . Intending to quit an organisation is an internal response to numerous factors related to one's personal and organisational life, and can be distinguished from actual turnover because it focusses on the psychological intent to quit, as opposed to the physical act of leaving one's organisation. To ensure that valuable employees are retained within their organisations as opposed to intending to quit, aspects such as remuneration, leadership, challenging job assignments and employee empowerment should be given focus (Bussin, 2011; Milkovich, Newman & Gerhart, 2011; Preenen, De Pater, Van Vianen & Keijzer, 2011; Steinman, 2009) .
Method Research approach
This study aimed to explore the factors underlying work engagement and retention amongst NPO employees through the use of qualitative, in-depth interviews. The research was phenomenological in nature, aiming to understand as well as interpret how participants give meaning to aspects of their working lives (Fouché, 2002) . The function of the research was both descriptive and explanatory by identifying and describing phenomena existing in the NPO work environment as experienced by the sample, as well as exploring the influences surrounding the occurrence of social phenomena, such as what underpins participants' attitudes towards leaving the employment of the NPO sector .
Research strategy
From an ethical standpoint, participation in the study was voluntary, with written informed consent being gained and participants being made aware that they could withdraw from the interviews at any stage. Interview data have been kept confidential and made anonymous through no individual names being referred to in this article. Instead, participants are identified by means of their interview slot and country; for example, Participant D (BE) was the fourth participant interviewed in Belgium and Participant B (SA) was the second participant interviewed in South Africa. The authors adhered to the list of interview ethics laid out by Graham, Grewal and Lewis (2007) before, during and after the interviews took place and obtained ethics clearance permission to conduct the study from Nelson Mandela Metropolitan University (NMMU) in South Africa.
Research design
The sample consisted of 25 full-time or part-time employees working within NPOs in Belgium and South Africa in a paid capacity. NPOs in Belgium cannot distribute any profits they make to their members, although they are allowed to charge membership fees and organise activities compatible with their purpose in return for payments (Business Belgium, 2010) . In a similar manner, NPOs in South Africa are established for public purposes, and none of their income is distributable to their members except as reasonable compensation for services rendered (Department of Social Development, 2011).
Non-probability purposive and convenience sampling was utilised, with the basis of the purposive sample being selfselection. The authors' personal NPO contacts in South Africa were emailed to invite them to be interviewed, and an invitation to participate was posted on a social media website. This resulted in 15 South African NPO employees being willing to be interviewed. The authors' research assistant in Belgium used similar means to obtain a sample of 10 Belgian employees to be interviewed, resulting in a total sample of 25 participants. Table 1 provides the demographic distribution of the sample. It is apparent that the majority of the sample was female (68%), possessed a postgraduate degree or diploma (56%), occupied administrative positions (80%) and worked within the welfare and humanitarian fields (52%).
The authors conducted the South African interviews, whereas their research assistant conducted the Belgian interviews. Prior to beginning each interview, information pertaining to the nature of the study was read, including confidentiality of the data collection and participants' rights. Thereafter, an interview consent form was willingly signed by every participant. Once consent had been obtained, a predetermined yet semi-structured list of questions was asked to all participants to ensure standardisation and comparability of answers. Semi-structured interviews provided flexibility to explore interesting aspects that emerged during the interviews (Greeff, 2002) . The questions developed were based on theory relating to work engagement and retention. The questions were translated from English into Dutch by a retired Dutch lecturer from NMMU with experience in translation between Dutch and English for the purpose of the Belgian interviews. The interviews were recorded by means of dictaphones so that they could be accurately transcribed and thereafter analysed. The Dutch interviews were translated into English after transcription by the same Dutch academic for interpretation purposes.
Thematic analysis was utilised to analyse the interviews, which is a method to identify, analyse and report patterns of meaning (known as themes) that occur across a qualitative data set to organise and describe it in 'rich' detail (Braun & Clarke, 2006) . The primary analytical steps that were followed, as discussed in detail by Spencer, Ritchie, O'Connor, Morrell and Ormston (2014) , included familiarisation with the data (including transcription of the verbal interview data); constructing an initial thematic framework (which served as a group of headings under which the experiences and views of participants could be organised); indexing and sorting the data (involving providing labels to sections of data that could be grouped together, matching data with themes and summarising data in tabular format); generating initial codes (in order to identify content that was the basis of repeated patterns across the data); reviewing the coherence of data extracts (so that labels could be amended and reapplied to the data); abstracting and interpreting the data (to categorise and classify it according to each theme) and finally, mapping linkages (to conclude how differing aspects of the data might be associated).
Findings
The two themes that are focussed on in this article are work engagement and retention. The results of the interviews are discussed according to the categories that emerged from each theme, including the various codes comprising each category.
Work engagement
Questions regarding work engagement were asked in order to shed light on participants' feelings of absorption, dedication and vigour at work, which formed the three categories of the work engagement theme.
Absorption with work
Three codes emerged with regard to NPO employees being absorbed in their work.
Being engrossed in and involved with one's work: Eight participants from South Africa and seven from Belgium made reference to this point. For example, Participant A (BE) mentioned that the nature of his job in the theatre is such that it swallows him and results in him working when others are relaxing. Along a similar line, Participant B (BE) thinks of work even when she is exercising, and Participant J (BE) noted that even when she is not at work, her tasks still occupy her mind. Participant B (SA) finds herself absorbed when she is learning on the job and conducting research for her work, whilst Participant M (SA) stated that because her NPO does not have sufficient funding to employ more staff, she runs with many projects at one time, which increases her level of excitement and involvement. Participant G (SA) explained her absorption in her medical work concerning the human immunodeficiency virus (HIV) as follows: These responses suggest that employees are personally engaged with their work when they fully employ and express themselves cognitively, physically and emotionally in task behaviours during the performance of their work roles, thus connecting with and harnessing themselves to these roles (Kahn, 1990) .
Being focussed on one's work: Eight participants from South Africa and one from Belgium highlighted this point. Participant F (SA) , in his role of residential program manager, works within the lifespace of orphaned or displaced children who live at his NPO. He mentioned that his job is intense and demanding because of being fully committed to the children as they continuously need his support. According to Participant C (BE) , she offers support to children with lifethreatening illnesses when they go abroad on trips that she has organised, which causes her to put in extra work and be highly involved in her tasks to ensure that nothing goes wrong whilst they are away. Participant M (SA) , a trauma counsellor at a psychiatric residency, switches off her mind to everything else when she is working with the residents, and Participant I (SA) focusses on his tasks because he works towards deadlines and needs to get as much done as possible on a daily basis. Such responses emphasise Bakker's (2015) opinion that the psychological connection that employees have with their work is of critical importance because organisations can only compete effectively when they have inspired and enabled their employees to apply their capabilities fully to their work through being engaged in it.
Working after hours or long hours: Four participants from South Africa and five from Belgium made reference to this code as a means of being absorbed, which is in agreement with the findings of Bakker and Demerouti (2008) who highlight that absorbed employees experience difficulty in detaching themselves from their work. Participant K (SA) described how she receives phone calls at all hours of the day and initially worked 7 days a week when she established her NPO. Participants C (SA) , E (SA) and L (SA) all highlighted that they do not take tea or lunch breaks, with the latter mentioning that she is so focussed on her work that she sometimes forgets when it is time to go home at the end of a day. As noted by Wissing (2014) , when individuals are engaged in tasks or situations, they experience a state of flow in which they concentrate intensely and lose their sense of self. Participant E (BE) noted that she takes her materials home with her after work, and Participant A (BE) mentioned that he works erratic, irregular hours and cannot leave his job behind when he goes home. According to Participant D (BE) , she is involved in her work during the weekends, and Participant H (BE) described that he hardly has a work-life balance as a director, because he struggles to switch off from his work and concentrate on his personal life, as work always looms in the background. These anecdotes align with the opinion of Bruce (2011) , who states that employees who feel bonded with their organisations will volunteer to stay late at work to finish important tasks, despite this interfering with personal activities. However, such absorption can result in negative effects for NPO employees: as found by Buys and Rothmann (2010) , ministers who experience increasing amounts of work are prone to becoming exhausted, a component of burnout.
Dedication to work
This work engagement category was found to consist of four codes.
Being fully committed and loyal to work: This code was highlighted by seven participants from South Africa and four from Belgium. Participant C (SA) stated that she is fully committed to her work because she feels valued by her organisation, and Participant E (BE) Such insights into employee commitment provide evidence for work engagement affecting the mindset of employees to believe in their ability to have a positive impact, as well as promoting greater concerns for quality (Rothmann, 2014 Such responses align with the code of working after hours or long hours, indicating both absorption in and dedication to their work. Participant K (SA) highlighted that she has needed to invest her best efforts as well as time, energy, love and interest into the care centre that she founded for destitute adults and at-risk children to ensure that it grows and becomes a success. Consequently, she has little time for her family and friends. Participant M (SA) noted that she goes over and above at work by organising fun activities for residents, communicating with their families, being on call after hours, and working later than 17:00 when needed. She puts in this extra time because she desires to give her all towards helping psychiatric residents who often come from impoverished backgrounds. As mentioned by Armstrong and Brown (2009) , dedicated employees look for, and are given, opportunities to improve organisational performance and actively work to make things better at their work.
Working with intensity:
Participant H (SA) works 11-12 hours per day as well as weekend work, which results in sacrifices to his personal life; yet, he does not receive overtime pay or bonus time. For this reason, he relies on self-motivation as opposed to being dedicated purely to receive a reward. Moreover, Participant E (SA) works to the best of his ability and will continue to do so until he is asked to retire because he is not working just to have a job or pass time.
Having a sense of pride and respect for work: This final code was mentioned by one participant from South Africa and one from Belgium as a reason for being dedicated to their work. Participant G (BE) is dedicated to his NPO owing to the sense of pride, responsibility and respect he holds for the organisation, and Participant K (SA) 's dedication is exhibited in the passion she holds for her work, and the manner in which she upholds standards. This correlates with Schaufeli et al.'s (2002) finding, which highlights pride as an aspect of employee dedication.
Vigour at work
Twelve South African and all 10 Belgian participants stated that they are energised by their work, which originated from five work-related codes.
Being busy at work: Five South African participants demonstrated their vigour through being busy at work. Participant M (SA) is energised through constantly having one thing to do after another, and Participant I (SA) is most energised when having numerous tasks to complete, feeling drained when days are quieter. Participant D (SA) claimed that she has no time to be idle because she is constantly busy, but despite this is always in high spirits because she is focussed on making a difference in the lives of children. Participant F (SA) gains energy from developing diverse programmes and having much to do, suggesting that engaged employees experience an energetic connection with their work and perceive that they are able to handle the demands of their jobs (Schaufeli et al., 2002) .
Completing tasks, things going right at work and achieving successes at work: Four South African participants reported that they gain energy from this code. According to Participant H (SA) , small successes such as being awarded a tender keep him vigorous in his role of senior conservation officer at an environmental NPO, even though his work is physically exhausting owing to the long hours that he works. Participant A (SA) works at her optimum energy level when things go well, for example, when her NPO secures large training projects or when corporate social investment initiatives succeed. On the other hand, she experiences work to be emotionally draining when she expends energy yet does not experience positive results. Participant D (BE) is also stimulated and inspired by work-related achievements, for example, when she hears feedback about her work on the radio. As discussed by Bakker and Demerouti (2008) , engaged employees create their own positive feedback through recognition, appreciation and success. In addition, Participant F (BE) is energised by exerting himself in his role as social worker because he is aware that his work changes the lives of others and holds a great meaning in his life. Participant L (SA) is always aware that there are far-reaching consequences to her work, which serves to motivate her. She is energised by seeing positive changes in others and being told that she has made an impact. Participant B (BE) described her source of energy as follows:
When I've done a training session or done a function assessment session and I can see that it has been of value to the people, then I do feel energised. In the same way, when I've done a consultation with someone at a sick-bed and he or she finds it worth their while, well then I derive energy from that as well … I have the feeling that I can do something, and that that means something to other people. These responses imply that when work is deemed to be meaningful and significant to those performing it, then employees gain energy from their work and as such are engaged in their work. This aligns with findings by Jacobs et al. (2014) and Buys and Rothmann (2010) , who discovered that job significance and meaningfulness at work are positively correlated with work engagement.
High levels of excitement at work: One participant from South Africa and two from Belgium mentioned that they enjoy high levels of excitement at work, which aligns with findings by Bakker and Demerouti (2008) who note that engaged employees have positive attitudes and activity levels, and they experience positive emotions such as joy, enthusiasm and happiness. For example, Participant E (BE) highlighted that every time she begins a new project, she gets new ideas and becomes excited about her work all over again. Working with a variety of people: One South African participant and two Belgian participants made reference to this code as a source of energy. Participant F (SA) finds it exciting to work with children and supervise staff, whilst Participant G (BE) described how he is energised by collaborating with others and by being part of a global NPO, which has given him the opportunity to develop international networks. Participant A (BE) remains alert in mind and spirit by working with individuals of differing ages and backgrounds, and draws energy from the stories and beliefs that they share.
Work-related challenges and variety:
To summarise, this qualitative data relating to work engagement provide support for Rothmann and Rothmann Jr's (2010) proposition that work engagement is consisted of three components, namely, a physical component (being involved in tasks by which both vigour and a positive affective state are demonstrated), a cognitive component (comprising being alert of, absorbed in and involved at work) and an emotional component (in which employees are connected, dedicated and committed to their job and to others whilst working).
Retention
Interview data related to retention were grouped into two categories by separating responses from participants who desire to leave and those who wish to remain working at their NPOs.
Participants intending to leave their non-profit organisations
Seven South African participants and five Belgian participants said that they would consider resigning from their NPOs in the future; thus, approximately 50% of participants may not be successfully retained if these aspects are not given attention by the management. The reasons provided were grouped into 12 codes. (1) Personal growth was mentioned by three South African participants and one Belgian participant, which is to be expected owing to the fact that employees often leave their jobs in order to pursue promotions and better advancement opportunities elsewhere (Aamodt, 2010) . Participant A (SA) feels that her NPO will outgrow her, and that a fresh perspective will be needed within her position. Participant B (SA) noted that she needs to continue learning and moving forward, whereas Participant I (SA) feels that his season at his NPO is drawing to an end because he is growing beyond the organisation. Participant H (BE) specified how he believes that any employee's productivity naturally wanes after 4 years and, thus, a move to another position is necessary to avoid negative productivity. This is related to another code that arose, namely, participants desiring (2) new experiences, which was discussed by three South African participants and one Belgian participant. Participant H (BE) explained how employees must add value to their organisations and vice versa in order to retain work pleasure, which occurs when employees move to new positions every 5 years. The benefit for employees is that they embark on new challenges, and organisations gain fresh employees into positions, which stimulates a healthy way of thinking. Participant A (SA) wants to experience working in a corporate organisation because her energy has been drained working within the non-profit sector, and Participant B (SA) described how she desires to travel and work for a global humanitarian NPO in the future, in the hope that she will experience new challenges and avoid stagnation by staying in one organisation for too long.
(3) Extrinsic rewards or money was mentioned by three South African participants and two Belgian participants as influencing their intentions to quit their NPOs. Participant B (SA) described how she wants to be independent and move out of the residence that she shares with her parents, but is unable to do so with her current salary. Similarly, pay is the only factor pushing Participant M (SA) to desire to leave her organisation because she is not earning enough to sustain the lifestyle that she desires. As highlighted by Milkovich, Newman and Gerhart (2011) , paying employees too little results in them feeling as if they have been unfairly treated, which further results in their leaving the organisation. This is supported by studies emanating from the NPO sector, such as De Gieter et al. (2008) and Renard and Snelgar (2015) , whose findings suggest that being satisfied with one's salary or pay level results in lower turnover intentions amongst NPO employees. Along this line, Participant J (SA) said that she has gone without a salary for a month, and employees at her NPO have the possibility of not receiving a bonus. Therefore, she desires to move to a sector where pay is more stable, and where annual increases and benefits such as a provident fund, pension fund and medical aid will be provided.
In addition, Participant B (BE) mentioned that she does not currently receive benefits such as a cell phone, laptop and bank card, which might influence her intentions to quit her NPO. This provides support for Perkins and White (2009) who note that employee benefits provided in non-cash form, such as company cars and paid holidays, serve the purpose of retaining employees.
Linked to this is another code, (4) funding, which was highlighted by three South African participants. Participant J (SA) , after mentioning that she has not received a salary for a month, explained how she desires financial stability, but her current job is in jeopardy because of her NPO not receiving their government subsidy. She questions whether this situation will improve, and because her organisation cannot operate without funding, she will only remain working there if the board of directors commits to obtaining donors so that her salary and bonuses would be secured. Along a similar line, Participant N (SA) mentioned that she might have no option but to leave her NPO if they do not obtain funding in the future from the National Lottery in South Africa, and Participant O (SA) reported that she feels like leaving her job when her funding proposals are rejected, as this is disheartening and demotivating. Such failed fundraising efforts would not be experienced if she worked in a different sector, which leads to the following code, namely (5) the NPO environment, which was highlighted by two participants from South Africa. Participant I (SA) described his frustrations with his NPO environment, stating that it lacks transparency, is not well regulated, has no culture of control and offers a disconnect between the board and the day-to-day running of the NPO. He desires to work at some other organisation that is more structured.
One South African participant [J (SA) ] made mention of desiring to leave because she feels (6) under-appreciated owing to the fact that genuinely recognising, valuing and appreciating employees for their contributions is a factor that can lead to turnover if ignored (Steinman, 2009) . A Belgian participant [C (BE) ] noted that she desired to quit her job soon because she was not given any important (7) opportunities at work. Such opportunities might include limited employee empowerment, few opportunities for growth and poor work challenges (Steinman, 2009) .
A Belgian Participant [J (BE) ] highlighted her (8) colleagues as a reason for intending to quit her NPO because she does not have much contact with her coordinator and her colleagues are not easy to work with, which put a dampener on her work atmosphere. Finally, a different Belgian [Participant F (BE) ] was the only participant to mention the reasons of (9) administration, (10) lack of vision, (11) teamwork and (12) workload or pressure regarding why he desired to leave his NPO as social worker. He noted that for the sake of efficiency and effectiveness, there is often more concern for the completion of forms than for the content of his caregiving and counselling, which can be demotivating. Changes in structures at his NPO have caused problems, and organisational growth placed employees under considerable pressure, with increased workloads for which there was seemingly no solution. The organisation lacked care and a vision, with operations not running smoothly. Internal collaboration between team members was difficult, and changes took place within teams. Aamodt (2010) put forward similar causes of concern when mentioning that employees may quit in order to escape from colleagues, conflict, poor working conditions and/or stress when these become unbearable.
Regarding where participants would choose to work if they left the NPO sector, four South African participants and two Belgian participants specified that they would choose to work in the corporate sector, whilst two South African participants mentioned working for the government. However, three participants from South Africa and four from Belgium would choose to remain working in the non-profit sector. One South African participant and two Belgian participants commented that they would simply desire to work in a position that fulfilled them and which upheld a strong purpose, value and standard, as opposed to a job that focussed solely on making a profit.
Participants desiring to remain working at their non-profit organisations
Eleven codes emerged with regard to participants being retained within their NPOs, such as (1) being happy, or enjoying or loving one's job or work, which was mentioned by three South African and four Belgian participants. Participant D (SA) said that she would not leave because she loves her job, and experiences happiness from within as a result of her work. Participant A (BE) finds energy and beauty within his work daily, whereas Participant E (BE) derives a great deal of workrelated pleasure.
One South African participant [F (SA) ] commented that he will not look to move jobs because his current position is (2) where he is meant to be. Along this line, three participants from South Africa discussed that they have been (3) called by God to work in their NPOs and thus would not leave. In particular, Participant F (SA) described how God had placed him at his NPO for a reason, and he consequently has faith that it is where he should be working. If ever he entertains the idea of leaving, his relationship with God reminds him of why he is there.
Two South African participants highlighted that they are (4) working towards a purpose at their NPOs and thus would not yet consider leaving; for example, Participant K (SA) discussed how her purpose on earth is to help those in need, and that is why she started her organisation and has a heart for it. This participant was the only one to state that her (5) work at the NPO is not yet finished, and therefore she would never run away from the problems that her NPO faces as this would not solve them. She explained that when she starts something, she must end it and remain motivated throughout, especially because her work directly influences the lives of others.
Furthermore, being given (6) room for growth, or the potential for such growth, encouraged three South African participants to stay at their organisations. For example, Participant H (SA) sees himself growing in the long term within his NPO, provided that opportunities for development continue to be present. Participant M (SA) highlighted that she has future opportunities to be promoted into a management position, which makes it worthwhile to stay within the organisation.
Participant H (SA) does not intend to leave his NPO owing to the (7) autonomy afforded to him in his daily work, as well as because he is (8) fulfilled by the projects he runs, which creates a sense of direction and energy in his life. He was the only participant to mention these reasons. Moreover, only one South African participant [C (SA) ] noted that (9) a caring environment encourages her to remain working at her NPO. One of the reasons that Participant E (SA) mentioned for choosing to stay at his organisation is that he (10) Many of these factors align with Steinman's (2009) commentary that employees choose to stay at an organisation because of the fulfilment they gain from their positions, opportunities given to them for personal growth and development, the knowledge that their work makes a difference and that their opinions count, as well as the enjoyment that they gain from their work.
Discussion

Outline of the findings
The purpose of this study was to gather in-depth data pertaining to how work engagement and retention can be promoted amongst NPO employees. Table 2 provides a summary of the themes, categories and codes found in this regard. It was discovered that the employees under study are indeed absorbed in, dedicated to and energised by their work, which was conceptualised by Schaufeli et al. (2002) as encompassing work engagement. In particular, it is apparent that non-profit employees are willing to invest long hours often to the detriment of their personal lives to ensure that they are meeting the purpose for which their positions and organisations exist. This does not imply that such employees would not feel tired after a day of hard work, but that their tiredness would be experienced as a pleasant state because it is associated with positive accomplishments (Bakker & Demerouti, 2008) . Indeed, the employees under study mentioned that they are energised by work-related successes and accomplishments and possess an exceptional level of commitment to their work. Moreover, participants highlighted that aspects affecting their intentions to stay at their NPOs include working with room for growth, development and autonomy; operating in a caring environment managed by positive, driven leaders whom employees can respect; and enjoying the fact that they gain fulfilment and a sense of purpose from their work tasks.
Practical implications
The fact that participants were found to be fully committed to their work roles is a positive benefit for the NPOs under study, because work engagement has been found to be positively correlated with improved levels of psychological empowerment, affective organisational commitment, happiness and intrinsic rewards, and negatively correlated with turnover intentions and work alienation (Du Plooy & Roodt, 2010; Field & Buitendach, 2011; Jacobs et al., 2014; Stander & Rothmann, 2010) . Rothmann (2014) also highlights positive organisational outcomes that are predicted by work engagement, including improved job satisfaction, motivation, shareholder value and return on assets, and Bakker and Demerouti (2008) note that engaged employees experience better physical health than disengaged employees. Importantly, Bussin (2013) states that no plausible reason exists for why engagement should not impact NPO performance in the same way that it does in for-profit organisations, suggesting that the NPOs under study should maintain the work environments of their employees to sustain their levels of work engagement, thus positively impacting their overall organisational performance.
With regard to retention, this study has revealed important aspects for NPO managers to consider when assessing means to retain valuable staff. Apart from the factors revealed in this study, Steinman (2009) suggests a number of means to reduce voluntary turnover, such as promoting a sense of work-life balance, providing work that is challenging, having one-onone feedback session with employees in which they are encouraged to voice their needs and suggestions, assisting employees in developing the skills necessary to be empowered to fulfil their long-term career aspirations, designing personal career development plans for employees, providing sufficient resources for employees to perform their jobs, providing opportunities both for individuals and team work, and building an employment brand that results in employees taking pride in working there. Providing a good work environment and opportunities to advance and grow will also assist in employee retention (Aamodt, 2010) . Aamodt (2010) furthermore notes that attitude surveys and exit interviews can be conducted to determine why employees desire to leave their organisations, as these often discover employee dissatisfaction regarding the content of their work or salary. This was indeed revealed in the present findings. NPOs should therefore be open with their employees regarding how market-related their remuneration is. If salaries are not externally competitive, then adjustments should be made to improve their competitiveness (Steinman, 2009) . As noted by Noe et al. (2012) , if employees are not paid relatively to the market rate, they will view this as an indication of status and a reflection of their self-worth. Along this line, Peters, Fernandopulle, Masaoka, Chan and Wolfred (2002) recommend that NPO managers should focus on salary competitiveness with other NPOs as well as with similar jobs in for-profit organisations and the government in an effort to improve retention.
That said, it is acknowledged that many NPOs struggle to pay market-related salaries owing to a scarcity of financial resources and funding. In the absence of being able to remunerate their employees according to market rates, Renard and Snelgar's (2015) findings suggest that non-profit employees in South Africa may, to a certain extent, offset their below-market salaries through performing work that is intrinsically rewarding to them, because NPO employees in their sample were more likely to report higher levels of salary satisfaction when they deemed their work to be intrinsically rewarding. Thus, NPOs should place significance on using intrinsic rewards to retain employees. This is because nonprofit employees in this study have indicated that low levels of extrinsic rewards may lead to them experiencing an increased desire to leave their organisations, whereas intrinsic rewards such as growth opportunities, autonomy and purposeful work serve to decrease their turnover intentions. Supporting this, Muteswa and Ortlepp (2011) have shown that a lack of intrinsic rewards, including challenging work and freedom to act on the job, influences managers' intentions to leave their organisations, and Preenen et al. (2011) discovered that the provision of challenging assignments leads to a decrease in turnover intentions. Thus, intrinsic rewards may serve as a means of retaining employees, which indicates an area for future research within the non-profit sector.
It is apparent from the results of this study that participants did not mention that being absorbed in or dedicated to their work would promote their intentions to remain working in their NPOs. Yet, Schaufeli and Bakker (2004) , Du Plooy and Roodt (2010), Park and Gursoy (2012) , Bothma and Roodt (2013) as well as Robyn and Du Preez (2013) confirm that work engagement is significantly negatively related to employees' intentions to quit their organisations. As mentioned by Bussin (2011) , engagement promotes the retention of employees because a critical driver of their intention to quit is their levels of organisational commitment. Engagement should thus be of vital importance for organisations wishing to retain top talent (Bussin, 2011; Nel et al., 2011) . Because work engagement entails employees focussing wholeheartedly on their tasks in an intense and concentrated manner, this assumes that they would be enjoying their work and would be psychologically attached to their daily activities, implying that they would not strongly desire to leave their positions. Owing to the fact that work engagement arises from specific job-related resources such as participation in decision-making, task variety, task significance, performance feedback and supervisory support (see Bakker & Demerouti, 2007; Demerouti, Bakker, Nachreiner & Schaufeli, 2001) , it is likely that engagement in one's work is a direct result of the working environment that one experiences, which should discourage employees from wanting to leave engrossing environments.
Limitations and recommendations
A limitation of this study was the small sample size through which inferences have been drawn. Coyne (1997) notes that a qualitative sample size is large enough when a theoretical saturation level is reached. Yet, the authors of this study nonetheless acknowledge that a larger sample would have allowed for more meaningful interpretations to take place. It would have been particularly useful for the size of the Belgian sample to have matched that of the South African sample.
It is recommended that future research quantitatively assesses the relationship between rewards (both intrinsic and extrinsic) and the desire of non-profit employees to leave their organisations, because both rewards were found to play a role in the retention of participants. Furthermore, whilst NPO employees in this study are engaged in their work, it has been highlighted that the antithesis of work engagement is burnout, which is linked to compassion fatigue (see Mason et al., 2014) . It is possible that NPO employees may experience emotional strain as a result of being too personally vested in their work, particularly if NPO employees are deeply committed to making a difference, thus possibly experiencing emotional exhaustion as a result. It is recommended that future studies investigate whether NPO employees experienced compassion fatigue as a result of their emotional investments at work.
Conclusion
This study has provided evidence of the means by which NPO employees across two geographically dispersed countries demonstrate their engagement through being enthusiastic, committed and involved in their work. It moreover provided insights into what aspects contribute to these employees desiring either to remain working at or intending to leave the employment of their organisations. This is the first such study to investigate these constructs within the non-profit sector in Belgium and South Africa, particularly utilising a qualitative research design which produced in-depth data for analysis. Therefore, it contributes to the knowledge base related to work engagement and retention within both Belgium and South Africa.
